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(ORANDUM FOR: IAC MEMBERS olne o ree ko, Y

FROM: DIREGTOR, CIA

A

Subjects Reorganization of Interdepartmental Coordinating and
Planning Staff, CIA

l. When the Central Intelligence Group was first established and
when it was changed to the Central Intelligence Agency by the National
Security Act, there was great need in Central Intelligence for interdepart-—
mental coordination and planning by officers of the various intelligence
agencies,

2¢ During the past two or three years of operational experience, the
initial coordination and planning function of ICAPS has been so well
implemented that its work requirements have considerably diminished.

The broad (gppz:dtiéxmli}direction of CTA operations has been generally
determined, and the coordination and establi.shqent of liaison at working
levels generally accomplished. Operating offices have increased in
efficiency and have trained personnel, to the extent that they now take a
mich more active and éositive part in interdepartmental coordinating and
planning activities; and, for the IAC Members, the Standing Committee
Members do most of the liaison and coordination on policy matters within
their respective Departments or Agencies, Accordingly, many of ICAPS!
original functions have naturally changed or have ceased to exists

3« With Standing Committee Members in the Departments or Agencies

and with ICAPS members from four Departments in CIA there appears to be
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expensive duplication in maintaining an ICAPS of%@ RE

25X9A2 q .
an_ (For administrative purposes the jorricer and clerk,on

full-time duty with the Joint Intelligence Staff ’have already been trans—
ferred from ICAPS to OCD, as his duties have more closely been associated
with that office,)

lis There are regular part-time duties as agents of CIA (on the NSC

A 25X9A2

Staff and on a SANCC Subcommitiee) for only ICAPS officers and not
epough interdepartmental difficulties on a high level to keep the present
stalff fully occupied with their coordination and liaison dutiese

5e Some overall interdepartmental cSOrdination and liaison is
necessary, in addition to that performed on the operational level,
as well as specific "trouble shootingt./" ,a;a‘& some overall planning, and some
representation on committees or Staffs, at least in the initial stages of
a project or when a subject under discussion is of especial interest to
CIA, We think that all of this can be done with reduced personnel in
ICAPS and that the balance of the ICAPS personnel can be used more
advantageously elsewhere in CIA.

6 With the cooperation of the Standing Committee lMembers, I think
that ICAPS could perform its present duties withy let us say, one officer
from the State Department and one from the National Mili tary Establishment,

Special committees could be convened as necessary for special work, such

as the NIS Program. ICAPS would be available for high level contacts,
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trouble shooting, overall planning and coordination in conjunction
with the Standing Committee Members who should feel free to contect it on
any matter of interest to an IAC Member, and vice versa,

T» You will recall that there was some discussion on this subject
in August 1947, before the Standing Cormittee was established. I should
appreciate your giving further consideration to this matter at this tinme,
in view of the developments during the past year as outlined above, and
letting me have your views,

8e Since the Officer persomnel of TCAPS is provided to CIA by IAC
Hembers for specific duty in ICAPS, I should appreciate knowing how you

feel about the points mentioned in paragrephs 5 and 6,
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DUM FORs  1a0 UEMBERS
PROM: DIASOTCR, Gl

Subjects Reorganization of Intexiepartrental Coopdinating and
Plaming Staff, 4

1, Flem the Central irtelligsace Ioup WA f:kxut established and
whan it wes changed to the Cantyal Intellivence Agenay by the Hational
Security Ack, there was Teat mesd in Comtral intelligence for interdepart-
nental coordination and rlanming ty aificers of the waricus intelligence
agencios,

2, During the past ¢ or Uaes years of operational experienee, the
initial ecordination amd :lanning inastion of ICAPE has been 8o wll
jmplemented that ita work requiremads nave considerably diminished.

The broad (operational) diroction of C1A operatisns has been generally
doternined, and the coordination axi sstablisment of liaison at working
levels gonerally seoompliciod, Oporeting offices hawe increased in
efficiency and have traired persomnel, e the extent that they mow take &

mch more sctive and positive part in int 1l coordineting snd

plasning activitiesy and, for tie 140 lmmbers, the Stending Cemmittes
verbers do most of tie lisison and tcordination om policy matters within
theiyr respective Departmenis or Ayencies. Accordingly, many of 1CA+8!
original funetiens hawe 1aturally changd or lave vensed to exist,

3, With Standing Cormittes fxmbers in the Departsents or Agencies

and with ICAYS members ivom four Leparsments in GIA there appears to be
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sxponsive daplication in nuintainin: &n i
25X9A2

25X9A2
sekn, (For adaiddstystive suposes the of A

fall-tdme doty with the Joint ‘rteliipsnce Stalf hews alresdy been tranp-
farved from 7CAYS to (0D, ar his duliipe "AWD IOFO clesely been sasogiated
with that offios,)

Le Tiere are remler ~art-iime cuties &8 agenta of CiA {om the ¥

25X9A2

Starf and on & SANUC Subeemmitten) Tor fnk. ICAFS officers and not
encugh Interdepartoental ol ffiecitfss on 8 hich level to kesp the procsent
gtaf? fully ocouplied with their cocrdinalion smd lindoon doties.

5. Sem overall interdevertzsntal coordinntion and liaioon is
recennnry, o addition 1o thab o ariopaed on the operationsl lewel,
as wll a8 specifie Ptroiiis sheoting,® @i some owerall vlamdng, and a0
ranresentation on sommitteos cr Starfs, st least in the initisd stages of
a project or shen & sabjoct waler discussion is of espeaial inteyest Lo
£TA, Te think tiat all of this can be dore with redeeed persomel in
70478 and that the balanss of the iUifb persommel can be used more
advantapeonsly elsewhere in Gihe

6o With the soopersiion of the Stasiing Comalttes Wewbors, 1 think
that TOAPS eould oerform 1ts proeend drtdes with, let us Sy, oue ofTicey
from the State Department anxi oo iron e netionad ilitary Esteblishmet..
Specinl comdittess coulid Le comvned ao reoscasary fer special worky such

as the WIS Frogrsm, 10T wonld e awailable for hivh level contacts,
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trovbla shooting, owverall piawnin: asd coprdination in conjuncilen
with the Standing Comuitioe Hembyss whe should feel Iree to comtact it om
any wabter of interest %o an AL lezbor, and vice versie

7+ Tou will recall that thave was some discussion on this subject
in Augnet 1947, befors the Standing Committee was establisbed, I should
appreciate your givins Sorther crmideraiisn to this matter at this time,
in view of the develermenis d ria; the ast year ae outlined above, end
letting ve have your views.

%, Simce the Officor sersomwl of TC4PE is previdsd to CIA by 140
vewberg for specifie duly im 5ad5, U should appreciate kmowing how you

feol sbout the points mentioned Ln persraphe 5 s b
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DRAFT MEMORARDUM FUR:
FROB s

Subdacks mrm%m of Interde arteental Coordinating: and
Flarmdn;: Staff, 01

1, Whem the Central infeilievce droup was Pirst sstablished and
waen 1t W changed $o toe SCentrid Intellirence Apsnoy by the Hationed
Security Act, there was yoai a2od in Cenfaal Intellippmos for interde arte
_ nental coordiration anl slarsdn; by offleers of the warious imtellipemce
278n0188.

2. During the i two ar ihres years of operational aperionos; tho
initial cocrdination wn. plaesdks: Dwwsbion of TOAVE hes been so woll
implemented that 1%e @ik requliemsais avw considersbly diminished,

The m(mmm,mmm £ GiA oparations Ias been generally
deternined, and the ciordliation ax establishment of liaison at working
levels gonerally sscorylighed, {sowating -ffices hawe incrensed in
officlency and have treinad rereomel, “o the extent that they uw‘ el &
mich more aotive al coitive serd in Luderdepartoental coordineting apd
planning activitdesy and, for the & tesbors, the Stw:m&, Comnitton
Havbers do nost of tie Liaison snd coordination om pelicy matters withdn
their respective Depart-cols or i xwnciess Aceordingly, wany of iGiiSt
original funotions have atlp.lly deayrd or have ceased to exiszt,

3o With Stending Commitioe esbere in the Depertzents or igeacies

P ]

and with 1CAFS members Jrom o esertants in GIA there spposrs %o be
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officers
5X9A2

and elark om

expersive duplication in mx ainire an 1CATS office o
25X9A2

25X9A2
and- clerks, (For abrinisteaiive purposss the o

fall~tinme duty with the Joimt Dvielli ence Staff have already beem tyens--
ferred fmn ICAPS to (D, a8 hip catdes “mve more closely been associated
with thet offise,)

s There are regulir vart-tiss duties as agemte of CIA {on the B

25X9A2
Stacf and on & SANCC Subcomittes) for enly [ rcars crricers st aot
enough interdepartmental (ifficuliies om a high lewel to keep the present
staff fully oceupied wilh theis soordination and lisison duties,

5e Some overall inturdepert wnbel coordinatiem and liaison is
necessary, in addition to that eiomsed on the operational levael,

s well as specific "trouble shceting and sore overall planning, and some
representation on comditess or Stalfe, at least im the initial stapes of
& project or shen & subject under disevssion is of especial interest to
Cliks We think that all o7 this can be dens with reduced persomnel in
1CAPS and that the balance of the 4% sersomnel can be used wore
advantapecusly elsewhere in Cia,

6o With the cooperationm of tre Stamding Comiites embers, I t.ink
that ICAPS oould verform its presert deties with, let us 84y, one officey
from the State Department and one fror ine Setional Military Establishrent,
Specisl committees could be convene! &3 ~ecersary for special work, such
&z the HIS Progrem. ICAPS would be cvailsbls fop high level contacts,
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trocble shooting, oversll lanaiiy sxl coordination in eonjunction
with the Staading Comdiiies denbers o ghould feel fyes to content it on
any mabter of inderest Lo wa A0 lorber, awl VoS VOrSke

Te You wild recall & i Losva w@e sowe dlscussion on this subject
in augest 1947, wefore ine Standin: Cermiites was establisbod., I should
appreciate your giving fNiriier cwwalieration 1o this satter at this tire,
in view of e developmenis rin: twe oast Jear &b outlined dbove, and
letting me bave your views,

Lo Sinpe the Officcr persmral o (a5 Iz prowided fo CIA by 148
tesberes fop specifie dut: In dwby § slosld appeweciate nowing how you

foel sbout the polots mo dlonud W ,ere mpis O and 6.
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